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CONFIDENTIAL 


2 Auguat 1948. 


MEMORANDUM FOR THE DIRECTOR OF CENTRAL ISTELLIGENCE: 
Sabject i Administrative Support for OTA. 
Reference : DOT's Savret memorandum of 21 July 1948, 


1. In accordance with the above reference, the Committee mot on 
Thursday, 22 July, to diseusa procedure. It was determined that a 
preliminary talk to explore the various phases of the problem should 
be held between the Assistant Director 806 and the Executive for AGM 
Ae a result, the following was agreed to: 


a, All domestic security functions including persennel 
investigations of semi-covert and covert personnel 
should be combined under the Executive for 1&5. 


2« The Committee met on Friday, 29 July, without the Exeoutive 
for T&S, it having been considered no longer necessary for him to 
attend in view of the egreemont with regard to the combining of the 
inepection facilities. A paper was submitted by the Assistant 
Director 306 incorporating Khe ideas of thet office with regard to the 
necessary reorganisation for the implementation of NSC 10. (This 
paper is forwarded as Enclosure A.} This did net coincide with the ideas 
of the Executive for A&M and it was deolded that he should mibmit a 
separate paper incorporating the idess of adminiatrative support 
required ih any reorganizationel set up, (Thia paper is forwarded 
ae Enclosure B,} 


3+ In view of the opposing ideas presented, it will be 25X1A 
necessary for the Director to make final determination as to the 
reorgsnized set up on the besla of these two presentations, 
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28 July 1948 
MEMORANDUM FOR: DIRECTOR, CENTRAL INTELL IOENCE 


i. Reference is made to menorandim of the Director of Central 
Intelligence, 21 July 1948, subjects “Adninistrative Support for 
CIA.® 

2. When CIA has two covert offices, the following procedure 
for operational contre] and administrative support should be established: 

& An officer on the Director's ateff, with e small staff 
of asaiatanta, should be designated to ccordinate and supervise 
the operations and administrative support of the two covert 
offices, Thie officer will be a staff officer and can only issue 
instructions in the mame of the Director, 

be An autonomous administrative and services unit should 
support the two covert offices. The present Administration and 

_. Servieas of 030 should become thie unit . 

3. The present Administration anf Services wit of 080 should 
become the unit to support the two covert offices, It is currentiy 
servicing the Special Procedures Group of O80, aa well ag the other 
operational activities of 050, When the Special Procedures Grow, 
which should form the nucleus of the new covert offide, becomes the 
Office of Special Projects amcoth trensition and uninterrupted service 
will be provided the new covert office without the confusion and lack 
of efficiency which would result from a major adminiatrative EeOr neni se caet 
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No major change in the organization and functions of the present 
Administration and Services unit are advisable except the following which 
are recommended for consideration: 

& All domestic security functions including personnel 
investigations of seni-covert and covert personnel should be combined under 
the Executive for Inspection and Security. 

b. A&A high-level personnel proewement officer with a very 
gmail staff should be assigned each of the covert offices toi 

(1) Maintain intimate knowledge of operational requirements 
and attendant personnel needs, 
(2) Maintein effective liaison with Personnel Procurement 


Section of CIA to insure ffiliment of his office's require~ 


(3) Establish certain high-leval contacts for the procure» 
ment of highly specialised personnel coordinating this program 
with agent procurement. 

4.0 There is no need for separate, autonomous administrative support 
for each of the covert offices since their activities are covert and will 
have to be closely coordinated, On the other hand, support of covert 
operations by an overall, centralized CIA administrative wit is equally 
impractieal, Seeurity of operations cannct. be maintained under this 
syetem since effective services require an intimate knowledge of operations 
by those furnishing the support and this knowledge would have an unwarranted 
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Moreover, the proceedures vary widely from normal governmental services 
and require specialised knowledge and action. In addition, those 
concerned with the direction and coordination of operations must have 
& iarge measure of control over their supporting services, Just as much 
#O 48 & Gommandes: in battle. 

5. Consequently, a complete centralization of all suppert fumctions 
in CIA im regarded as unwarkable even if detached sections are placed 
with the covert offices, The latter system waa given a year?s trial in 
this organisation and found absolutely impractical. Duplication with 
autoncnous administrative suppert for covert activities ia mot considered 
real because of the wide difference in the conduct of covert and other 
activities of the organization, No appreciable saving in personnel would 
result from e consolidation. If we are to run a secure, secrat intelligence 
organization, it will be necessary to continue the present systen regardless 
of critician. These opinions ara based upon an intimate day-to-day knowledge 
of the problems involved and upon detailed investigation of these problems. 


DORALD FH, GALLOWAY 
CGs Executive Director Asqgistant Director 
Reeoutive for 4 & B Special Operations 


‘ne 
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2 August 1915 


CONFIDENTIAL 


Executive for Adsinistration and Management 


Director 


Adninistrativa Support for CIA. 


Reference: Memorandum from the Director, s ig. Adminiatrative 
Support for CIA, dated 21 July 19 (Attached as 
Inclosure No, 1.) 


l. Primary considerations. 


a. Should = provide for two completely separate and autono=- 
mous covert unite? 


b. Should we provide a completely antonomous covert organi~- 
zation through the establishment of an additional staff under the 
Director (titles would not alter purpose or function) to control 
all covert operations and administration? 


@, Should w provide completely centralised administrative 
support for all of CIA under current organizational structure, 
and absorb therein the currently separate administrative functions 
now under direct control of ADSO? 


d. Should we adopt some compromise of the three possibili- 
ties indicated above. 


2. Problems involved. 25X1A 


nan al 


b. Whether adequate operational security can be provided by 
more cantralized overall administrative support. 


Sc. Current consideration by both Dulles and Hoover investi- 
gating groups as to whether covert operations are correctly as 
‘Sioned: to CIA. 


a Current inquiry by Hoover group as to cooperation and 
coordination between covert and essentially overt activities of 
CIA. 


e. Constantly recurring necessity to justify to the Bureau 
of the Budget, Committees of Congress and the Civil Service Com 
mission apparent and obvicus duplications in orvanizational struc- 
ture and increased fiscal requirements occasioned thereby. 
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3. Diseussion, 


a The full group designated by the Director to review and 
report on the problem of administrative support has met once, 
ADSO and myself have had a personal conference, the results of 
which I have reported in writing (see Inclosure 2,). One con- 
ference has been held between the Rxecutive Director, ADSO and 
myself, The results of these meetings are indicated below: 


(1} There 1s agreement that two separate individually 
autonomous covert unite should not be considered, 


(2) There is agreement that all domestic security 
functions, including personnel investirations for semi~covert 
and covert personnel should be consolidated directly under 
the Executive for Inspection and Security. 


(3) There is complete disagreement between ADSO and the 
Faecutive for Administration and Management as to the balance 
of the problems. Due to this disagreement, we have been 
instructed by the Executive Diredtor to submit separate re~ 
ports and recommndations. 


b. (1) It is my understanding that the spirit and intent 

of NSCID 10 is that the additional covert office required 
thereby shall not be a part of the Office of Special Operations, 
but shall be established as a separate office with an Assistant 
Director on the same leva} as that of the other Assistant 
Directors and with the same access and responsibility to the 
Director, 


(2) The Aagistant Director for Special Operations proposes 
that he ami two of hia subordinates be established as a Staff 
Group, responsible to the Director for the conduct and admin= 
istrative support of all covert operations, and that a separate 
administrative staff be established for agek administrative 
support. This would require the appointment of a new ADSO, 

a@ covert administrative staff chief on the same level as the 
Executive for Administration and Management, and that eee 
dfflelais, together with the Aseistant Director appotnted 
under NSCID 10, report through and be controlled by the new 
Covert Operations Staff Chiefs Such action could in my 
opinion only appear to interested parties to te a direct aon 
travention of the intent and epirit of WSO]D 10, by estab 
lishment through a reorganizational gubterfuge of a control 
which NSCID 10 is expressly wordéd to avoid. 
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(3) If 4t should be determined to provide combined 
autonomous administrative support for covert activities it 
would, in my opinion, be much more within the spirit of 
NSCID 10 to establish such support directly under the super- 
vision of the Executive Director without the establishment 
of any additional covert operational ataff control. 


G (1) It has been my growing opinion that the term 
“operational seourity" has been used within ourselves with 

an insistence based on determination to achieve covert autonomy 
rather than with real logic and substances 


(2) The Branch Chigfs: of A&M have, and mceasarily to 
perform their functions, considerable broad information rela- 
tive to covert operations, Each of them haga previously been 
employed by 08S and S80 and were not considered inssoura at that 
time, One of them, and myself, have been honored by the Dirkwe- 
tor's personal confidence on several ogcasions in conrection 
with matters involving the highest degrees of security. ADSO 
has personally asaured me on several occasions that he has no 
concern security-wise insofar ag I am concerned, Also, it is 
my own conviction that the caliber and abliities of AKM supere 
vigory personnel are at least somewhat higher than that of 
their counter~parts an-aged in direct covert support. 


(3) It is possible to provide organizationally for entire< 
ly adequate security in overall support of all CIA operations 
through oentralization of a1 support functions. In so doling, 
considerable economy ami greater efficiency in support opera~ 
tiona would result. In such case, I would make one change 


25X1A 4n ARM supervisory ee would be placed 
in charge of Services, ove 25X1A 


ds (1) TI believe that the point of view of the[ group 
thet covert opsrations should be removed from GIA has been 
pointed up both by recent Security Council disauasions and the 
Baldwin articles. 


(2) The Hoover Commission Group now with us has asked ms, 
and other CIA offictale whom they have contacted, whether covert 
operations ahould be removed from CTA, and if not, why, Their 
report will cover this matter specifically. 


(3) Wy information to date indicates that Aseistant 
Directors who have been asked about this point have stated tha t 
they do not have sufficient contact with or knowledge of the 
covert activities to have a reasonable answer, and that due 
to thia situation there is no partioular advantage to thom in 
its retention, insofar as they have knowledge, 
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(4) My anewer, which I continue to emphasize for all of 
GIA ist 


(a) Only in CIA can we be sure that activities sre 
not emphasized or slanted to meet pre-determined depart- 
mental policy. 


(hb) Only in CIA can we be assured of an adequate 
objective central service which will be accepted by and 
avallable to all other agencles without departasntal 
duplications 


(co) Only in CIA, through coordination and direct 
cooperation with other CIA offieas with an objective 
national acproach to intelliganas problems can we be 
assured of proper utilization and integration to meet 
national rather than depa-tmental or other separate 
requirements. 


(a) Only in CIA can wa be aasured that wo receive 
and can utiliza for the national intelligence picture the 
entire product of covert activity. 


(e) Only in CIA can we be assured of the moat economt~ 
cal and least duplicative support of covert activities, 


(f) Only in CJA can we ba reasonably assured of ade~«- 
quate budget provision and Convreasional support of thease 
activities. 


(5) Complete, or nearly completes administrative autonomy 
for covert operations will provide organisational support for 
transfer of such operations from CIA to some other agency, or 
establishment as a separate agency of government, This, taken 
together with the wall currently built betwen covert and other 
activities of CIA would in itself refute any argumant for 
ratention, If it should appear to be neither economically 
nor opsrationally unsound to make such a transfer the temptation 
becomes even greater. 


(6) (a) Major administrative problems in connection with 
separate autonomy for covert operations ares 


le. Budgs 
« Personne] 
3. Space 
e Procurement and distribution of supplies, 
including developmental contracts 
« Transportation 
&. Communications 
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ft Warehousing 
» FPaoking and crating 
3, Reproduction 
16. Relations with other ag-noies 
die Possibly CE Registry and Covar and 
Documentations 


(bd) I believe that it is admitted by all of us that 
it ie much more expensive and lees efficient from tha stand- 
point of a single ageney to maintain duplicate administra~ 
tive support activities in these fields, Competitive 
approaches, which I believe can result only in searching 
inquirtes as to the actual necessity for auch duplication, 
will be the inevitable result. 


(9) This reduces the problem again to economical and 
efficient operations versus a claim of inflexibility and 
insecurity, I am convinced that we can have the former 
without the latter by proper organization and control, ani — 
in so doing can afford to the Director a consistently sound 
and def@nsible postion in carrying owt his personal respon- 
sibility for management of all of CIA in the best interests 
of the U. S. Government, 

25X1A 

(7) I am accused by thel__] articles of "empire build- 
ing" and of being “the tail which wags the dog't, In our last 
meeting ADSO repaated the "wagging" comment and stated that he 
feels that I have a neat, orderly mind which is governed by 
regulations and wishes to provide controls which covert opera- 
tions cannot abide by. These things should be considered by 
the Director in detemsining his action. 


($8) Before making my recommendations, I wish to state 
that they ave promptly only by complete loyalty to the Director 
and GIA, and represent my objective opinion of action necessary 
to bees support the Agency in meeting its current problems 
and. consolidating its future position in meeting its mission. 
Ido feel that more control is needed than has been provided 
in the past for covert administrative support. TI also believe 
that the only way to achieve real flexibility within an overall 
GIA budgety provision,is to estableh ons central fund which can 
be used at the discretion of the Director to meet shifting 
emphasis and targets as the world situation changese 


le It 4s recomended that: 


ae Neither of the two covert offices be given complete admin- 
istrative autnomy, 


be. All domastic and overt foreign security functions be 
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centralized under tha supervision of the Executive for Inspeotion 
and Security, to include all personrel investications of semi» 
covert and covert rersonne), 


C, No covert operations staff be established for control of 
the covert offices of CTA, 


a, Gomplete aduinistrative support for all of CIA be centralized 


under the Executive for Adminigtration and Manasement, to inoludes 


(1) Transfer of Communications as a branch of ALM, 


(2) Consolidation of 580 Special Funds Division into Budget 
and Fiscal Rranch, A&M, under 


(3) Consolidation of 080 Personnel Divielon into Fersonnel 
Branch, A&M, under 


(4) Consolidation ef O30 Tranaportation and Services Divi- 
sion inte Services Branch, AKM, with(__————sdito be asst gned 
ag Chief of that Branch. 


(5) Elimination of the Adwinistration and Services Staff 
oP O80, 


(6) Provision for a small administrative staff for internal 
administrative action within each of the two covart offices, 
similar to that now provided for other offices of CIA. 


(7) Instructions to the Fxecutive for Administration and 
Honagement to initially reduce the currently authorized per- 
sonnel requirements for OSO direct administrative support by 
at least ons third excapt in communications, which shall be 
reduced to the extent possible, and to effect further reduc~ 
tions when practicable. 


(8) Instructions to the Exacutive for Administration and 
Management to so organize and establish procedures for adminis- 
trative support as to insure adequate gecurlty of operations. 


(9) Instructions to the Assistant Directors of covert 
offices to deal directly with the Executive for Administration 
and Management and his branch chiefs for administrative support, 


(10) Changing the compos tion of the Project Review Committes 
to inolude the Sxecutive for Admintatration and Konapement ag 
a menber, and ARM branch chiefs ag advisors on eall of the 
Chairman, 


@. The Assistant Oeneral Counsel for Special Operations be 
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redesignated as Assistant General Counsel for covert activities. 


ff. A atudy be aade of the support functions performed by 050 
Registry Division and 080 Cover and Documentation Divisionte de- 
termine whether these divisions will be required to support both 
ahi offices, If so, they should be reassigned as indicated be- 

We 


(1) Registry = To Riographic franch, OCD. 
(2) Covert Documentation ~ To Services Branch, A&ie 
@e Frovision be made to the extent practicable for closer 


working coordination and cooperation batween our covert and overt 
offices. 


LT 


2 Incle. 
Vemo, dtd 21 July 19h3, Director to ™x,Mir.,jsst. Dir.,50, 
Veet, AGH, Exec. T&S 
Memo, dtd 26 July 19):8,[_ sd to Sez, Mir. 


C ’ Apso 
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MEMORANDUM FOR: Exequtive Director 
Assistant Director, Special Operations 
JExequtive for Jas 
Exeeutive for Ié5 


Subject: Administrative support for C14 


1. In view of the current inspectiona by representatives of the 
Hoover Commission, by representatives of the Dulles-Jackson-Corres com- 
mittes, as well as by the Budget Review Board, etc., the organization of 
the CIA ia being very carefully scrutinized. It has been ay belief for 
gome time that considerable duplieation exists, particularly aa regards 
the various kinds and classes of administrative support of CIA. 


2. I should like the addressees to meet and consider an organi sa~ 
tion of our Agenoy whereby duplication may be minimined with due regard 
to the necessity for efficient and securs operations. Especially is 
this necessary now with the directives contained in NSC 10. 


3, It seems to me that the following three cases should be care~ 
fully examined: 


a. Complete and separate autonomy for each of the two covert 
offices, 


b. Autonomous administrative support for the two covert 
offices by the designation of a Deputy Direstor to supervise 
both offices directly and to assume the adminietrative support. 


e. A complete centralisation of ell aupport functions under 
the ourrent organisation. 


4. While the above exses are believed to be illustrative, it is not 
ay intention that the addressees should limit their consideration only 
to those eases. Inatead, what should be sought foris a scaling-down 
and streamlining of support functions, always consistent with the 
necessity for security. 


5. If the above addressess feel the need for obtaining the views 
of any of the other members of CIA (for example: finance, budget, legal, 
ete.), they are authorised to call representatives before them and to 
obtain statements. 


25X1A 
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_ wea A, W, WILLESRORTTEN 
a Rear Adairal, US 
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Exacutive Director . 26 July 1918 


Executive for Administration and Hanagement 
Administrative Support for CIA, — 


1. As agreed at the first meeting of the group designated by 
the Director's memo on above subject, dated 21, July 1918, the Assistant 
Director for Special Operations and myself discussed the subfect on 23 
July and agreed: 


: a That complete and separate autonomy for each of the two 
CK covert offices should not be considered, 


be That all domestic security functions including personnel 
(OK investigations of semi~covert and aovert personnel should be com 
bined under the Executive for Enspsction aid Securlty. 


2e & ‘The Assistant Direetor for Spaeial Operations is of the 
opinion that all covert administrative support functions (other 
than indicated in lb above) should ba completely separate and 
autonomous under a staff officer on tha Director's staff. 


be He does not believe that another Deputy Director should 
bs appointed to supervise covert activities, and I conour with 
him on this point. 


3e & It is my opinion that much greater centralization of sup} 
port functions under current organisation, to provide overall 
support for all CIA activities is both feasible and desirable, 
and that increased efficiency with at least no loss in currently 
provided security will result. 


b. The Assistant Director for Spscial Operations expressed 
willingness to fully explore this point of view before submitting 
& final opinion. 


kh. Support funétions to be considered from either an overall or 
separate responsibility angle should bet 


(1) Personnel 

(2) Budget and Finances 

(3) Supply, transportation and reproduction services 
(4) Communications 

(5) Registry 

(6) Covoyr and documantation 


5S» Recommend: 


a, That each chief (OSC-ARM) of the activities listed under 
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(1)(2) and (3) of paragraph above be called before the group 
designated by the Director, separately for eech functions and 
possibliities of further centralisation discusesd, 


be ‘That the activities listed under (4)(5) and (6) of 
eh dail l, above be discussed by the group designated bs the 
rector. 


Ge That after careful consideration of all angles of the 
problem a written report and recomendations be prepared for 
action by the Dimctor, ineluding opposite views of the group 
mexbers should no agreament be reached on any point or pointe, 


A1A 


eG: ADSG va 
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